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The process of intelligence utilization within firms has 
come to be viewed as an increasingly important area 
for research in light of its implications for 
organisational effectiveness. The relationship between 
the big five of personality and the use of market 
intelligence was investigated in a questionnaire study 
with a sample of 127 white-collar workers who were 
employed on a full time basis in managerial positions 
at the New Zealand Global companies.  Hypotheses 
were tested and found that conscientiousness, 
agreeableness, and openness were positively related 
whilst neuroticism negatively related to scores on the 
use of market intelligence. Overall, the findings suggest 
the existence of a (albeit not strong or intensive) 
relationship between the four (of the big five) of 








The world of business changed drastically during the 
latter part of the twentieth to twenty-first century. 
Business success today increasingly requires the best 
possible market intelligence to compete in a global 
marketplace where faster moving competitors are a 
constant threat. Intelligence becomes vital to the 
decision-making process when it is well prepared, used 
pragmatically, analysed and interpreted with market-
led implications. It improves the decision making 
process by reducing uncertainty as well as reducing the 
number of assumptions that a team of managers might 
take (Maltz and Kohli, 1996). The keys to making good 
decisions hence are, to use intelligence, become more 
analytical in the way it is interpreted, and become 
dependent on making the decision when there are facts 
to support it. Market intelligence presents a new 
paradigm for business. Businesses large and small, as 
well as professionals, are faced with rapid change in 
their markets as well as increasing competition. The 
need to know has never been greater.  Market 
intelligence fits right into this need, reflected in the 
realities presented by global information economy. 
 
The aims of this study are: 
• To examine the market intelligence practices 
among middle managers of New Zealand 
firms  and 
• To examine the impact of personality on the 
use of intelligence among New Zealand 
middle managers. 
 
2.0 THEORIES AND FRAMEWORK 
 
2.1 Market Intelligence Use 
The literature is consistent in reporting the term 
intelligence. The term “intelligence” is sometimes used 
interchangeably with “knowledge” (please see Menon 
& Vadarajan, 1992; Qian Geng, Townley, Kun Huang, 
& Jing Zhang, 2006). A review of the literature on 
intelligence utilisation reveals great diversity in the 
way intelligence utilisation is defined, measured and 
categorised (Deshpande & Zaltman, 1982; John & 
Martin, 1984; Menon &Varadarajan 1992; Maltz and 
Kohli 1996; Birgelen, Ruyter & Wetzels , 2000). 
Intelligence utilisation is defined as the extent to which 
a report is used directly to guide behaviour and make 
decisions (John & Martin, 1984) and leads to the 
reduction in uncertainty in making decision (Maltz & 
Kohli, 1996). There are many dimensions of 
intelligence use being observed by various researchers. 
They distinguish the intelligence use between 
instrumental use, conceptual use, and symbolic use (eg. 
Menon & Varadarajan, 1992; Maltz & Kohli 1996;  
Diamantopoulos & Souchon 1988; Birgelen, et. al., 
2001). Instrumental use is the direct application of 
research findings and conclusions to solve a policy 
problem (Menon & Varadarajan 1992). When available 
research findings are not directly applicable to a 
problem, it tends to be used conceptually. Conceptual 
use of intelligence is less direct and more indirect than 
instrumental use. In a conceptual use, intelligence can 
also be employed for general enlightenment rather than 
taking actions (Birgelen, et. al., 2001). Intelligence can 
also be used symbolically. Symbolic use occurs when 
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intelligence is misused by taking conclusions out of 
their context and disclosing only those that confirm an 
executive’s predetermined positions, by 
oversimplifying findings, and/or consciously ignoring 
any accompanying caveats or assumptions that may 
weaken the findings (Birgelen, et. al., 2001). For the 
purpose of this study this researcher employs all types 
of market intelligence use. 
 
Investigations of the factors that affect the use of 
marketing intelligence from the personality and 
personal factors of middle managers have been very 
limited. Scholars are often more interested and focused 
in the type of data and organisational factors (e.g. 
Deshpande & Zaltman, 1982; Menon & Varadarajan, 
1992; Diamantopoulos and Horncastle,1996; Birgelen, 
Ruyter & Wetzels , 2001).The table below summarises 
the research that has  been done about the utilisation of 
information from the latter part of the 20th to the early 
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Figure 1: Studies of Factors Affecting the Use of Market Intelligence 




Personality is referred to as the cognitive and 
behavioural patterns that show stability over time 
across situations (Cattell, 1965). The major dimension 
of personality traits is known as the big five factor 
model by many scholars; extraversion, agreeableness, 
conscientiousness, neuroticism and autonomy . (Bakker, 
Van der Zee & Lewig, 2006; Bonzionelos, 2004; 
Gellatly & Irving, 2001; McCrae, 1992; Smith & 
William, 1992; Digman, 1990; McCrae & Costa, 
1988).  Due to the validity and wide acceptance, the 
big five factor model has been extensively utilised in 
much organisational research (e.g. Hurtz & Donovan, 
2000; Bonzionelos, 2004). In addition, the psychology 
literature is  consistent in demonstrating the relationship 
between big five factor and work involvement 
(Bonzionelos, 2004); big five factor and career success 
(Lau and Shaffer, 1999); and big five factor and 
performance (Gellatly & Irving, 2001). Therefore it is 
important to establish the relationship between the big 
five traits and vital organisational behaviour variables 
including the use of market intelligence. 
 
Extraversion is measured by assertiveness, activeness, 
social dominance, ambition, tendencies toward action, 
and the experience of positive affect. Therefore, those 
who report high scores on extraversion must be more 
likely to possess the need to occupy a central position 
in their work environment so they can satisfy the 
ambitious and domineering tendencies (Bonzionelos, 
2004). 
 
H1 Extraversion is positively associated with 
the use of market intelligence 
 
Agreeable is characterised by being cooperative, 
sympathetic and eager to please others  while low 
agreeableness is associated with antagonism and 
selfishness (Rabinowits & Hall, 1977). Individuals who 
score high on agreeableness would prioritize 
relationships with her/his superior. Hence they will be 
more likely to be more involved in their work. 
 
H2 Agreeable is positively associated with the 
use of market intelligence 
 
Conscientiousness includes  achievement-oriented, 
organised, exacting and sense of duty (Costa & 
McCrae, 1992; Digman, 1990). Empirical studies 
suggest that conscientiousness is the most consistent 
and potent correlate with job performance (e.g Mount 
& Barrack, 1995; Salgado, 1997; Bonzionelos, 2004). 
Therefore this researcher hypothesises the following. 
 
H3 Conscientiousness is positively associated 
with the use of market intelligence 
 
Openness to experience and intellect is measured by 
being original, creative and curious. The low scorers 
reflect to be conventional and uncreative (Costa & 
McCrae, 1992). Consequently individuals who score 
high on openness should be more likely to have an 
appetite for exploring new perspectives, and a tendency 
to develop a genuine interest in gathering new 
information for any activities they are involved in. 
 
H4 Openness is positively associated with the 
use of market intelligence 
 
Neuroticism is examined by the nervousness, calmness 
and tendencies to experience negative emotions 
(Digman, 1992). Due to their tendency to interpret 
experiences under negative light, individuals  who score 
high on neuroticism should be less likely to develop 
positive attitudes towards their work (Bonzionelos, 
2003). This is supported by the study done by Malouff, 
Schutte, Bauer & Mantelli (1990). Malouff, et al. found 
that neuroticism is negatively related to the tendency to 
be goal orientated. Therefore the following hypothesis 
is posited.   
 
H5 Neuroticism is negatively associated with 
the use of market intelligence 
 
2.3 Personal Factors 
 
The variables embraced in the personal characteristics 

























Figure 2: An Integrated Conceptual Framework of the Impact 
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3.0 METHODOLOGY 
 
Stage one of the study was  qualitative, involving one-
on-one in-depth interviews with five global marketing 
managers. This was conducted to better understand key 
facets of the middle managers’ perceptions and to 
minimise the unnecessary length of the questionnaire. 
The personality traits questionnaire was adapted from 
the published instrument by Costa and McCrae (1992). 
The instrument has been extensively validated and 
utilised in empirical research over the years. The 
market intelligence utilisation instrument was adapted 
from Birgelen, Ruyter and Wetzels (2000) and Yoo, 
Schuler and Sneide, (2003).  
 
Data for the study was obtained from middle managers 
within the strategic business units (SBUs) in New 
Zealand that engage in the global marketing. Names of 
the SBUs included in the sample are obtained from a 
commercial mailing list provider specialising in global 
marketing. Initially, letters explaining the study and 
requesting participation of their business unit were sent 
via email to the senior executives of each of the SBUs. 
A follo w-up mail was sent a week after the initial 
mailing. The survey was mailed to 400 respondents 
throughout New Zealand. Of the respondents, 127 
responses containing complete data were used in the 
study, resulting in a response rate of 31.75 percent. 
 




The respondents were predominantly male (60.9%) and 
between the ages of 30 and 40 (70.3%). The average 
length of service with their firm was between 4 to 5 
years. The regression results for the empirical model 
are reported in Table 1 below. It provides results of the 
main effect of personality on the use of market 
intelligence. Hypothesis 1 stated that extraversion is 
positively associated with the use of market 
intelligence. The use of market intelligence was 
regressed on extraversion and the result from this linear 
regression does not support this hypothesis.  
 
Hypothesis 2, 3 and 4 stated that the relationship 
between agreeable, conscientiousness, openness and 
the use of market intelligence will be significant and 
positive. Result from linear regression support this 
significantly and indicates strong positive relationship.  
 
Hypothesis 5 stated that neuroticism is negatively 
associated with the use of market intelligence. 
Similarly this researcher found a strong association 
between these two constructs and the relationship is 
negative as predicted. 
  
Table 1 Coefficients(a) 
 
Un-Standardised Coefficients Standardised Coefficients   
Model 
ß Std. Error ß t Sig. 
 (Constant) .442 .712   7.646 .000 
  Openness - Invent ive .230 .092 .237 2.495* .014 
  Conscientiousness - 
Persevere .674 .084 .666 3.882* .019 
  Extraversion -Talkative .048 .028 .140 1.696 .092 
  Agreeableness - 
Reliable .590 .073 .562 8.080* .000 
  Neuroticism - Easily 
Upset -.703 .147 -.338 -4.788* .000 
       
 
a  Dependent Variable: Use Market Intelligence To Formulate Strategies 
* Strong correlation.  Notes: One-tailed significant testing is used. p<0.05; p<0.001 
 
4.2 Social Learning Approach 
 
This study contributes to the literature by suggesting 
that a strong relationship is found in openness, 
conscientiousness, neuroticism and agreeableness with 
the use of market intelligence. Therefore hypotheses 2, 
3, 4 and 5 are accepted. This researcher also found 
evidence of no relationship between the use of market 
intelligence and extraversion. Hence hypothesis 1 is 
rejected. This result however appears to contradicts the 
result of meta-analytic research showing a consistent 
relationship between extraversion (e.g. Barrick and 
Mount, 1991; Salgado, 1997) and various performance 
criteria.  To help explain this, this researcher had 
consigned to the study done by Gellatly and Irving 
(2001) where issues of personality-performance 
relations were discussed. They argued that personality-
performance relations depend on the environmental or 
organisational factors such as the nature of work 
performed and values conveyed by one’s work group.  
 
4.3 Practical Implication 
 
Even though psychology literature has reported a 
consistent relationship between personality and career 
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success (Lau & Shaffer, 1999), personality and job 
performance (Salgado, 1997) and personality and work 
involvement (Bonzionelos, 2004), little is known about 
the practical implication of studying the link between 
personality and the use of market intelligence. Four big 
five traits, namely agreeableness, conscientiousness, 
openness and neuroticism were found to be related 
with the use of market intelligence. However since the 
other one of the traits does not have significant 
relationships (between the big five and the use of 
market intelligence), this relationship cannot be 
considered as rich.  
 
As a result personality traits testing may be of limited 
use in predicting who will be most suitable for the job 
that requires extensive use of market intelligence. It 
would be unfair to assume that personality is the single 
dominant characteristic in predicting whether one is 
going to use market intelligence extensively in their 
day to day work. 
 
The study also clearly shows that not all type of 
information technologies are equally employed to 
enhance the knowledge of the market. In particular the 
study shows heavy use of email correspondence as a 




Limitations of the study include its cross-sectional 
nature and the utilisation of a single method, that is  a 
questionnaire for the collection of data. Davis  (1991) 
argues that cross-sectional research does not allow 
assertions on causality.  
 
There are a few concerns about personality testing and 
this researcher endorses Stanton and Matthews (1995) 
view that personality testing is the more glamorous and 
ephemeral area of psychological testing, but the 
intuitively appealing nature of the concepts does not 
guarantee that they are inherently correct. Another 
concern is that this personality test only relies on self-
report and subjective evidence, so responses are subject 
to various distortions including the faking of answers 
or element of bias. A more comprehensive measure of 
personality, one that provides scores on both 
individual-level traits and the overall dimension scores, 
would help to confirm, clarify, and extend these 
findings. 
 
This research had included various types of businesses 
namely manufacturing, education, trading and farming. 
Therefore one could argue that these companies could 
have differences in organisational values and 
approaches in dealing with the market. As a result, the 
importance of the market intelligence utilisation 
exercise could vary. Further research involving bigger 
sample with one type of industry (to control variable) is 
recommended to validate further findings. 
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